INTERVIEWER: Moving on to ALOC, earlier you mentioned

that while you were working at Delta, you were able to
establish an economic air line of communications C(ALOC)
between Chicago and several southern cities. I believe

that ALOC Is now used for support of units overseas.

MR. CRIBBINS: I told you about the experience with

Delta Airlines. One of the very first jobs that I had
when I arrived back In T7 was given to me by a long
time friend, Major General Russ Lincoln, who was one of
the bright and shilning lights in the Transportation
Corps over many vyears. General Lincoln asked me to
take a critical lock since he knew about my air
transport background, at aviation with regard to the
future of an alr 1line of cemmunication. I did an
evaluatlion and don't forget this was In 1961. The
first of the Boeing 707s, as I remember it; ianded in
Europe 1n 1958, so that the Jet age was Just upon us.
In looking at alr transport, it struck me and was
shared by other people, that what we were dolng was
unnecessarlily restricting ourselves to terminals on the
coast. You see, I had been at Brookley Alr Force Base
where we had supported North Africa, South America, and
such. Brookley Air Force Base was selected as an air

terminal because it was as close to those places as you
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could get because of the legs of ﬁhe aircraft involved,
Travis Air Force Base was established for the same
reason because it was a 2300 mile leg toc Hawali from
the west coast. The same was true up north where the
Air Force had McCerd Air Force Base in Washington for
supplying the northern routes. In each case, the Army,
and I am not being dercgatory about the Transportation
Corps, placed the alr terminals with the sea terminals.
In this study, I asked the question, "wWhy don't we just
disassociate the air and sea terminals? Why aren't we
flying from air terminals from the middle of the United
States, now that we have longer legs for alrcraft? We
could assemble people for example and even cargo in
places that were contiguous to our units or depots
rather than bringing them all intc a seaport such as
New York where I departed for Europe by ship in 1956
and returned on an alrcraft in 1959, Belleve it or
not, I went to Korea during the Korean War inh an
aircraft. I told General Linceln of my concern right
away, and he started the ball rolling. It was Jjust one
of those evaluations that you make and 1t wasn't all my
idea by a long shot. I 1Tistened very well and I had a
ot of experlence with air transport by that time.
Don't forget this was 1961 and by that time I had been

assocliated with alr transport for 17 vears so I wasn't
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exactly a newcomer to this business. 1In looking at the
ALOC, it struck me that we weren't using ALOC the way
we should. I still remember how the Chicago Mail Order
House competed with Sears Roebuck without benefit of
having a depot. I couldn't understand why we didn't
have more use cof alr transport. It always came to the
question of what you could carry, but the real question
was the cost of what you were carryling. The fact
remained that we had an Air Force with milltary airlift
command and we ware going to have to exercise it. The
Alr Force was using them and the Army wasn't. The Alr
Force was using a log air system in the United States
as early as 1954 which I told you about. The Navy had
a qulck trans system, but the Army wasn't doing any of
this. I really couldn't understand why we weren't
docing more of Iit. It just struck me that we were
behind the times and not taking advantage of moving
selected high value ltems and certainly more people. As
you know, nobody goes by ship anywhere today. Everyone

goes by alr.

INTERVIEWER: I like vour Iideas. It seems as [f you

not only take those things that you see that wil}
benefit the Army, but you happen to be at the right

place to see those things carried out. It Is not luck,
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but there has to be a method to your success at getting

things done.

MR. CRIBBINS: Let me put it this way. If I were to

sum 1t up, and I do this when 1 talk to various groups
about some of the initiatives we have had. Let me say
that the driver above all else is being at the right
place at the right time. For example, when [ retired
from the millitary, I had had an attractive career Iin
the sense that | was an overaged Reserve officer. It
is pretty obvicus that I had no future in the military
beyond age 52 when I would be forced to retire. I was
hitting that age when I retired. 1 happened to be at
the right place at the right time because Vietnam in
1966, when I retired, was warming up and General Besson
asked if I would go to work for him as a civillan. 1
said, "I would love to." That Is being at the right
place at the right time., Getting the things done was
the real secret In my experiences over the years.
There was not Jjust one thing, but Imagination,
innovation and a degree of optimism. I think I possess
at least some of those traits. I think the Iimportant
thing was reactling to an emergency. For example, it
was essential to live with a six month engine plpeline

instead of a 13 month one. The necessity of putting in
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a Kb Team to supplement malintenance and operational
units in Vietnam was critical. The KD Teams were in
being, I didn't design those teams. Just puttling them
in was the thing that made the difference. In each
case, we had an emergency. When the response to the
emergency worked, that became the normal way of dolng
business. That is the secret. [ was not being smarter
than anyone else. In Vietnam, we were faced with a
helicopter war. We reacted to the emergency there and
as I pointed out, Iimproved readiness. I have a chart
that 1 shoq on thls. When that emergency worked, it
became the norm. When it became the norm, everyone
said "Boy, weren't they winners." Heck, we were just
reacting to something that we should have foreseen in
the first place and didn't. When we reacted to it and

It worked, then it became the way of doing busliness.

INTERVIEWER: Sir, 1'd 1ilke to make that chart an

offlcial part of this oral history. Before we get too
far along with the Vietnam era, you mentioned éarllier
that you had worked with a Major, later retired General
Richard Thompson on a project which 1 belleve was
re1at§d to the organization of the 1st Cavalry

Divislon.
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MR. CRIBBINS: This was in efther late 1963 or early

'64 and 1 was Assistant for Tactical Air Moblility. In
early 1964, we were putting together the 1lst Cavalry
Division which was then the 11th Air Assault Division.
We didn't know it was going to become the 1st Cavalry
Division nor did we know that it was golng to Vietnam,
at least not officially. We knew there was going to be
an air mobile division and Vietnam was warming up.
There wasn't any questlion about that, but we did not
know that we were going to be sending any division over
there certainly not an air mobile division. I went up
to see General Rowney, who was still the Special
Assistant for Tactical Air Mobility. Let me get this
sequentially correct. In '62, General Rowney was In
ACTIV (Army Concept Team in Vietnam). He later became
Special Assistant for Tactical Alr Mobility. I became
Assistant for Tactlical Air Mobility in ODCSLOG in
January of '63. In 1964, I walked In on General Rowhey
and sald,"In looking at the llth Alr Assault Division,
they have 400 plus ailrcraft.” [In thase days, they had
some Mchawks in additlion to the heliceopters. [ said,
"They have done a great job in figuring out how they
wlill 1logistically support a .dlvislon within the
division." I said, "One thing that really concerns me

in loocking at it is that I don't see any way that we
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are taking into account the fact that here we have a
division that is going toc be highliy moblile, use an
awful lot of things such as POL and we have not made
any provisions for supporting it from the rear. In
other words, we do not have ﬂhe air mobility from the
rear that (s comparable to the air mobility of the
division which 1Is capable of moving around and
operating on a very wide front." He sald "well, 1
heard what you said, Joe. What do you think we need to
do?" I said, "What I think we need Is to come to grips
with thls and we must do it right away because we are
about to put this division together and we better be
prepared to do something with jt. With the state of
things in Vietnam, I think all of us would agree that
the possibilities are pretty good that It will end in
that direction." Without saying anything to me, he
picked up the phone and called the Assistant DCSLOG,
who was Major General Horace Bigelow. He said, "Joe
Cribbins Is here. He is telling me that we have a real
problem and I agree with him. I would like you to
listen to what he has to say and then let's talk and
see what needs doing here." He said, "General Bigelow
wants to see you right away, Joe." I walked down the
hall to General Blgelow's offlce. He said in substance

"0k, old friend, you don't like the mess. Now, you are

157



the mess officer, what do you intend to do about jt2"
1 said, "wWell sir, this is July. The 11th Alr Assault
Division Is coming on line with the flnal TOSE which we
had been working on, but hadn't looked Into logistics
support from the rear." He said, "what do you
recormend that we do?" [ sald, "Well, I recommend that
we pull together a small, hard core team and get them
out of the building and work on what the afr assault
division needs, what the distances are, what are the
pecople and things that ﬁeed movement, how we are going
to get there and how we are going to support them." He
said, "OK, Cribbins, you don't like the mess and you
are the mess officer." [ sald, "One thing that 1 would
ask Is that you give me carte blanche on picking the
pecple that I need so that 1 can have some quallity
Fé]k. The other thing Is that If we are going to get
this thing done, in six to eight weeks max, then we
need to get out of the buildling." He said, "Agreed,
you've got it. Now, who do you want?" The flirst
person that 1 asked for was Major Richard H. Thompson.

[End Tape €-218, Side 1]

[Begin Tape €-218, Side 2]
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MR. CRIBBINS: There was a G$-15 (Jim Sales) who was

with the Corps of Engineer and was going to do all of
the air strip business for us, We got a lieutenant
colonel! from the Supply Maintenance Command headed by
General Engler, who did a good Jjob for us. We got a
couple of other officers who I must say didn't
contribute very much, We went out to the Research
Analysis Corporation where they gave us space, The
problem was that the Research Analysis Corporation
didn't open up until 7 o'clock in the morning, but we
could stay there untl]l 10 o'clock at night while we put
the program together. [ had Major Thompson work all of
the requlrements, He was very well qualified to do
that. This was all stubby penciled. We didn't have
computers or things 1lke that in those days. We fought
the 1lth Air Assault Division in Vietnam and in laos.
We put together a document titled "Systems Analysis:
Air Lines of Communications." If I remember, it has
either 395 or 495 pages. We put that together and
General Thompson did all of the stubby pencil work. I
had dinner with him the other night. We went back over
what had happened during that time because he and his
wife and my wife were there., We remembered so well.
Here Is the way that 1t worked. I know how I worked it

and he worked It just about the same way. 1 would get
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up about 4 o'clock in the morning and review what had
gone on during the previous day at home. I would then
grab a bite of breakfast and at 7 o'clock, I would kick
off the team at the Research Analysis Corporation, We
would work right through the day and go home by 8 or 9
o'clock at night and get something to eat. Then 1
would pile into bed. I am an early bird anyhow. For
six weeks, we Kept that kind of a schedule. General
Thompson put together every one of those requirements
with a stubby penci) for the division and two different
operations and different engagements of actlve pursult
and defense. It was a very comprehensive document, I
think one of the most amazing things about it was that
I went to Vietnam and visited the 1st Cavalry Division
in November '65 or there abouts when General Kinnard
had the division. I compared notes and we were withln
10 percent of those requirements that Major Thompson
put together, of what that alr assault division needed
in‘combat. That was pretty good going for that kind of
a study. Interestingly, In 1964, there were two
nominees for the Pace Award which you are probably
familiar with. I got the Pace Award in 1964 and the
runner up was Richard H. Thompson. He has never let me
forget that. Tommy did a terrific Jjeb on this thing.

It was pretty evident then that he was goling to go
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places. He was a”super, super logistictan and a very
hard worker. To this day, Pat said as hard as he has
worked over the years, that she never remembered a time
that he worked harder than he did durlng that slx to
eight weeks that we spent together on that project.
Thg other night she reminded him that he had come out
one evening when she was waitlng for him with three
small children and said, "1'11 be right down." Then he
went back and began to work and forgot about them. At
9 ofclock at night, she was still sitting out there
with those three kids and she reminded him about that
in no uncertain terms.

LEnd Tape €-218, Side 2]

(Begin Tape C-219, Side 1]

INTERVIEWER: It has been sald that when you stoveplipe

a portion of the supply system [t Is an indication that
the system is not functlioning well, 'I note that the

Aviation Intenslively Managed Items (AIMI) Program grew
ocut of our efforts durlng Vietnam. Why do we have an
AIMI program? How well i{s it working today and do you
conslider it as effectlive as It was during the Vietnam

era?
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MR CRIBBINS: First let me address the word stovepipe.
I think it Is & misnomer when used In the context that
we have stovepiped the system that is known as the Army
Intensive Management Item or Aviation Intensive
Management Item (AIMI). The.word stovepipe connotes
that you are taking a telescope, looking at one segment
and treating that segment uniquely, usually creating
problems or becoming a liabllity to the rest of the
_system. May 1 suggest that I think that the word
stovepipe should not be applied to AIMI and to some of
unliques things that we have done in Army aviation.
Most of them were initiated because we had a 10 year
war In Vietnam which In substance was a helicopter war.
The term that really should be used [s weapons system
management. When we began AIMI in 1965, it was known
as closed-loop support and all systems In Vietnam were
then affected by closed-loop support. The idea of
closed-100p support was that we would track items from
production to the user, and then from an unserviceable
status through the depot system and back to Vietnam.
Aviatlon was Just one part of that system because the
other commodities and major weapon systems were
involved. When the conflict in Vietnam ended, we toock
a critical look at the effectlveness of aviation

logistics programs and we decided to continue them.
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That included two elements; one is the Worldwide
Aviation Logistics Conference. It is involved primarily
with aircraft, the overall aviation system and some of
the major Class VII components such as radios and
armament systems. Then there is AIMI which initially
covered two categories. Now we are looklng at three
categories which I will explain very briefly. Category
1 of AIMI Is a critical item which is in such short
supply that it s necessary to Intenslvely manage that
item to assure equitable distribution In accordance
with the DAMPL (Department of Army Master Priority
List). Number 2, and this is a new one that I think
will certainly be reguired, Is an Iitem that has
$2,000,000 in annual demands and Is considered of high
enough value so that It must be managed and negotiated
at periodical intervals so that we know where the
assets are. These Iitems are not managed by serlal
numbers. The other part of AIMI is known as AIMI-X or
Army Intensive Management Item-Expanded. I need to
talk a little to this because I think this has been one
of the bones in the throat as It were of the
disclaimers about aviation having a stovepipe system.
In the early '60s, I spent a year on a DOD study group
that had Army, Navy, Alr Force reps working under Mr.

Ray Clarke, who was a super grade in the Office of the
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Secretary of Defense. As [ said before, we were
originally chartered under Secretary McNamara's major
issﬁe, if I remember correctly, Project 35. We were
chartered to take a critical look at how we would
intensively manage high value aviation engines and
components: We found that our charter was too
comprehensive to be accomplished under the terms of
reference and the time frame we were given so we
focused on alircraft englines. I was a lieutenant
colonel on that study group for about a year and we
looked very_critlcally at how the Army, Navy and the
Air Force managed their englnes. As a result thereof,
we in large measure plagliarized the system used by the
Alr Force. in reporting the management and control of
their alrcraft englines, From this, we developed a
system In 1963 called the Engine Reporting System.
That system accounted for Jlocation, condition and
status or any changes thereof by serial number for all
the alrcraft engines In the inventory. Now by
condition, we mean serviceable or unserviceable' and by
location we mean whether it was in a depot, a unit, in
transit or wherever it was. Status meant whether it
was a spare or installed, Please note that In this
case we are managing installed engines indlvidually

just as we manage spares., That system was really quite
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successful. T guess it actually began about 1962, if I
remember correctly. We developed several products from
that system., Those products allowed us to know where
our engines were, how much 1ife they had In them,
whether they were new, overhauled, and how many flying
hours or operational hours since new or overhauled.
Although we did know calendar time as well, we were
able to track them through pipeline. Interestingly, In
the Air Force system, they had a rather simple card
which is issued along with the engine. When an engine
is removed from an alrcraft and is nonrepalrable at
location, it is turned into an intermediate level for
repair or to a depot. The Alr Force indicates on that
card whether they need a replacement englne or not.
This becomes a requisition for a replacement engline,
It is a very simple, but effective system. We tried to
plaglarize the Air Force system because [t was evident
that they had a lTot of experience and had, in turn,
gained a lot of this experience using thé commercial
air lines approach In tracking engines. The Engline
Reporting System worked, I would say quite well for
about two to three years, but then we were accused of
having a unigue system. That seems to be a no-no as
far as the Army 1s concerned. In other words, It is

better to be standard than to be good. So we were told
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that we could no‘ﬁonger keep the unique reporting
system or even if It wasn't unlique, at least the
specific reporting system we called the Englne
Reporting System. We had to incorporate that system
with what was then knhown as The Army Equipment
Reporting System, [ guess it was, TAERS, which was a
forerunner to today's TAMMS, which is The Army
Maintenance Management System. As a result thereof, we
lost visibility over the Inventory because it was taken
worldwide initially and then maintained through a logic
sequence of tracking serial numbers. We were able to
follow a serial number and If there was a disconnect
with one of the serlal numbers when it was reported,
the computers we had In those days would kick out that
serial number and we would be able to track it down and
find out what had happened. For exampte, if we had an
unserviceable engine that had been reported as
nonrepairable this station, in a short period of time
the next report reflected that engine as serviceable
and Installed some place, we would immediately be able
to track it down. It was a logic sequence, it made a
lot of sense and It kept us going. But, the Iimportant
thing was you couldn't have a. break In that logic or
then you would have to go back out and take anéther

Inventory. Well, that continued until we lost the
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system In 1964 or 1965. We then managed engines the
way we managed our other high valued components. By
1965, we had the AIMI system and the closed-loop
support systeﬁ going. The AIMI system, while it was
part of closed-loop, was Initiated with a closed-loop
concept. AIMI manages high value and selected critical
components and jJust about all of the high wvalue
repairable's whether they were procurement
appropriation, or PEMA as we called It then, or stock
fund. The closed-lcop support system which now s
known as the Worldwide Avilaticn Loglistic Conference
manages end ftems or Class VII components as [ saild
before. At the moment, we are treating AIMI as [tems
which transit in and out depending upon criticality and
the AIMI-X ltems, some 60 items costing %6,000,000
which conslist of engines, rotor heads, transmissions,
Those we manage by serial number are under the aegis of
the program we call AIMI-X or Army Intensive Management
Items-Expanded. The other element that I cranked in on
the 52,000,000 demand is a new Iniftiative. We think
that it's going to pay a lot of dividends because we
need to manage these ltems in such fashion so we know
where they are and what the actual usage is, not simply
the demand for these Items. Let me explain very

briefly how the AIMI program works. The AIMI and
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AIMI-X programs, and I am talking now, AIMI Iitself
which currently encompasses only those two elements.
This is a system wherein the partlicipating NICPs or
major subordinate commands of AMCG, AVSCOM, CECOM,
MICOM, and AMCCOM commit that they will support the
semi-~annual negotliated levels of support for AIMI
items. I think there is a very grave misunderstanding
and allegations that have been made about AIMI such as
AIMI is a check In the mail concept. In other words,
you are telling the user, "Hey, buddy, you will be
getting yours." Nothlng could be further from the
truth. For example, if we have an ltem that Is a zero
balance and we cannot negotiate a level and say to the
user that we will support that level by a month for
that Item that the user needs. We do hot put it in the
AIMI program. We put It separately and manage it
intensively using a coding system at the Aviation
Systems Command. I'11 talk to that because I know a
lot more about AVSCOM's management than the management
of the other MSCs although they participate In AIMI.
What we do Is to manage those Items so intensively that
we issue them on an "as required" basis. Now for AIMI,
the levels are negotiated at AVSCOM twice a year for a
week In February and a week in August. The preparatlion

is Intense and the people come in from all over the
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world who manage these items in the various commands.
What we do then is to decide what items need to be AIMI
and how we will manage them. We then look at demand
and usage levels. In other words, negotiation goes
something like this; the user may say, "I need 20
engines next month." The negotiator from AVSCOM would
say, "Flne, you have been using 20, you have been
turning in 20, 1 have 20 and you will get 20."
Conversely, if the negotliator says for another item, ']
need five of these each month for the next six months."
Because you are really covering the next six months up
front although you won't look out beyond the next AIMI
planning meetling the negotlator and intensive manager
from AVSCOM says, "Friend, I looked at what you have
required. You have not used five per month hor have
you turned in five per month. Somewhere out there are
spares which I show as being In your inventory which
you haven't used. Therefore, I am not going to agree
that you need five per month,'" Then the negotiations
start and they sort out where the inventory Is between
them. As a result thereof, they come up with, and 1
would say this, the understanding of how many of these
particular ltems the user will need and will get. Here
agaln, this 1s a commitment when the AIMI item Is

negotliated and it Is declded that a command gets a
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specific number of items per month. The command
requiring an Item requlisitions 60 days, as 1 remember,
befocre the month of antlcipated need for the.total
requirement based upon the negotiated level. For
overseas commands, the commitment Is that the item will
be delivered 30 days 1In advance. items will be
delivered 15 days In advance to unlts In CONUS. What
vyou have done is cut down on the order and ship time at
the negotiating tlevel because under AIMI saying you
will have an item on hand before It [s required for
consumption. That not only constitutes an order and
ship time, but It also constlitutes a safety level. 1f
a command has an item on hand before the beginning of
the month, that would be the same as having a safety
level. There are quite a few things I am not going to
try to address here. They are techniques that are used
in AIMI, We have some AIMI items that we call
safeguard. That means that we have enough suppllies so
that we could preposition those items in an overseas
command so that when requested, the overseas command
could get immediate delivery. There are other items
which we call NMCS (not mission capable supply). That
means that we are in such short supply and we will
honor a requisition only for NMCS requirements. Our

negotiations recognize this and the commands are told
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not to requisition this item unless they have an
aircraft down that would be NMCS or an anticipated NMCS
as the result of having a TBO (time between overhaul)
item the command KkKnows that it has to remove at a
designated time. As I said, some of those jtems that
are In short supply are not put on AIMI. When the NICP
does not have enough of an item to issue against
monthly requlrements, the jitem Is not put on AIMI
because AIMI s a commitment. AIMI is not a check Iin

the maill

INTERVIEWER: Two questions, sir. First, how many

items are included in AIMI and secondly, have we really
measured what Impact AIMI has on readiness of the

aviation fleet?

MR CRIBBINS: The number of items in AIMI will vary,

The items that constantly remain in AIMI are, 1
belleve, about 60 high value englines, rotor heads and
transmissions. Those are the items .that are worth
billions of dollars of total inventcry and are managed
by serial number. Total number of items in AIMI
Iincluding those critical items I believe is somewhere
between 250 and 300. They bounce around somewhat and I

am not sure how many items will be added as a result of
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including the items with $2,000,000 or more in annual
demand. Incldently, the Items with $2,000,000 demand
or more wlll be coded in two fashions. They must not
only have the $2,000,000 in annual demand, but they
must be repairable. They will be items that would
ground an aircraft if they were unavailable. So 1
can't tell you how many items that will lead to, but
now we are talking 250 or 300 items. It has gone over
300, but not greatly. We have found that [If we get too
many ltems In AIMI it gets tough to Intensively manage
them. AIMI, being a commitment, we make sure that the
items that are placed in the program are available for

that commitment.

INTERVIEWER: One final peint, how would you say AIMI

affects readiness?

MR CRIBBINS: From my view and I am sure that this is

not a generally accepted one, I do find over the years
that AIMI has improved readiness for aviation to a
point that we would never realize |f we didn't
intensively manage with a system such as AIMI. There
Is no doubt In my mind that when you have critical
items and you are looking at those items on the basis

of actual usage or consumption with serviceable parts
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goling out and unserviceable ones coming back, the time
In repair for the repairables the usage for the
consumables, you're 1looking at usage rather than
demand. When you're tracking items and negotlating
multiple levels of usage with a high degree of
accuracy, I do beiieve that you are significantly
improving readiness across the board. We do
negotiate. For example, in Vietnam we obtained the
highest readiness when we had the highest flying hours
Iin a combat zone and a very difficult area geographical
and climatigcally. Yet we found that we were able to
obtaln the highest readiness while we were operating
the most flying hours. To depart slightly, during the
helght of Vietnam there was a study by a major "think
tank" here In the Washington area for the Secretary of
Defense, I had a very bright young analyst with a PhD,
who toid me that he really couldn't understand why when
we were flying the highest number of hours in Vietnam
with helicopters, which were never really equipped to
go there In the first place, we had the hlghest
readiness. Well, I told him of the principles of
supply, demand, high priorities and the fact that the
conhcentration was on the war. I guess I talked about
everything 1 could think of and somehow or another 1

wasn't successful to the degree that would really
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convince him that the high readiness and the high
flying hours in the combat zone were really consistent
with one another and that we didn't have a disconnect.
Finally I looked at him and said, '"Let me tell you what
I believe is probably very basic in addition to all the
rest of the things that I have told you." 1 said,
"Number one thing, a helicopter is designed to do only
one thing in this world and that is to fly. On the
ground It is a horrible looking mess. It doesn't
transport worth a doggone on the ground and the one
place it belongs is in the alr. So therefore, when
it's flying, it is dolng what It was designed to do.
It does that very well. What it doesn't do very well
Is take off and land nor does It do very well sitting
around." [ said. "Number two thing, while it is in the
air, we can't screw around with 1t. The helicopter
keeps flying because we let It fly and it is doing what
it should be doing and the maintalners on the ground
are not messing it up." With that he shook his head,
but I think he came closer to understanding than he had

with al} the rest of the things I had been telling him,

INTERVIEWER: One cother Initiative that came out of

Vietnam was the Closed-loop Support Conference that you

talked about briefly. I guess it is now called the
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Worldwide Aviation Logistics Conference. Tell me about
its major thrusts and what it accomplishes over and

above the semi-annual AIM! conferences?

MR CRIBBINS: The Worldwlde Aviation Logistics

Conference began in January 1967 with the first one
being held In Hawaii. That was my first year as a
clivilian since I retired Iin June '66 and came on board
tn the Pentagon in January '67. The purpose was to
manage the ailtrcraft from production to Vietnam ;nd
return them back to depots for crash metal! damage or
major repair. We continue that program, but
interestingly the first two sessions that we had were
in Hawaii. It took two weeks and about 150 people. I
did not attend the first one because [ was putting the
office together back here at the time. (The office
that became the one | have today was formed in January
1967.) The second one was held In July 1967 and I did
participate. I declided that the next one we had, and
we were holding them at six month intervals, we would
have it In St. Louis for a couple of reasons. | found
that of the 150 people, not all of them were attending
all the seSsIons. it appeared to me that we were
spending an enormous amount of time on the beachlso the

next one I held in St. Louls. We had, I think, 55
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people at the meeting and it took one week to do what
it took two weeks with 150 people to deo in Hawaii. A
lesson learned, don't go to Hawali to hold a conference
if you want to get it done effectively and efficlently.
At any rate, we continued on a six month intervals
until the end of Vietnam. It worked ocut very, very
well, Thé Important thing, I think I need to get over
here, Is that units Iin the field do not requisition
aircraft the way they requisition other items. They
are authorized by TOEE's or TDA's and distributed
through allocation. The DCSOPS serves as the
prioritizer for operational requirements of the Army.
The DCSLOG serves as the supporter of the Army with
responsibillty for distribution In accordance with the
established priorities and capability to distribute.
Sc between OPS and LOG, we come up with the
requirements and then we sit down and go over our
programs In detall to determine how many alrcraft we
had comling out of production or how many we had ocut in
the field. We know where all our aircraft are because
we have had a reporting system since 1963-1964., It
accounts for every alrcraft by serial number,
condition, location and status. We pull our teams in
ohn a Sunday, get them prepared and start off on a

Mondéy morning with the Worldwide Aviation Loglistics
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Conference. Monday and Tuesday, we do an up front
program of teams working on each major aircraft as a
total! weapon system with particlpants from the major
commands and NICP who are knowledgeable about a given
system. We look at armament systems, avionics systems
and other [tems of Interest that have been proposed by
the user. On Wednesday morning, I wlll chair the
Senior Officer Review Counclil which reviews each one of
the team's work, In other words, by alrcraft as a
weapon system. The Senior Officer Review Council is at
0-6 level and we look very critically at what the teams
have come up with and elther agree or have the teams go
back and redo their work. That goes on all day
Wednesday and we work into the night and then start out
again on Thursday with the cbjective of wrapping up the
first go around for each team by Thursday morning.
During Thursday afternoon, we go back over each one of
the programs to pick up the changes we made so that on
Friday morning we have a General Officer Review, which
I also chalr. That General Officer Review then takes a
look at the total program and from that we develop a
book that covers each one of these systems of what is
expected to happen for the next four vyears as we see
It., The first vear, 1 would say, comes very close to

belng executable. The second year and on out becomes a
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ptan. We look at production schedules, overhaul
schedules, what is on hand, where the alrcraft are and
all the rest of it. We forecast the number of alrcraft
coming intc depots, estimate how many crash/materiel
damages we will have and what attrition rates we'll
have. We look at all of these things and as a result
thereof, we have a very definitive program which gives
us a good Indication of what's going to happen for the
next four years, especially, as I say, up front for the
next vear.

INTERVIEWER: Sir, the major commands are represented

plus you've got ODCSLOG represented, What other

agencles attend the conference?

MR CRIBBINS: We have aill the Army MACCOMS represented

as well as ODCSOPS, ODCSPER and now SARDA. The flnal
findings of the General Officer Review are contalned in
a report that I mentloned earlier and Is chopped off by
all the participating commands and approved at

Headquarters DA.

INTERVIEWER: Before I discuss the Aviatlon Loglistlics

Office which you now head, I would like to go back and

talk about the time frame that you retired back in
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1966. I guess you and General Besson linked up again
and you became a consultant for him while he was the
Commander of AMC, Would vyou talk about the events

leading up to your retirement and also your work as a

consultant?

MR CRIBBINS: I was sure I would not appear in the zone

for colonel by the time I reached 20 vyears. I had
decided by 1965 that 1 really needed to take a critical
look at retiring when I had completed 20 vyears and
establish what I would do. Also, there was an absolute
that I would have to retire at the age of 53 as a
lileutenant colonel., Had I completed 20 years by age 52
and then become a cclcnel, [ would have had to retire
at age 55. Since 1 was approaching my 52nd year rather
rapidly, I declided that I would retire when 1 }eached
20 vyears. General Besson with whom I had been
associated from the time that I had left Europe in 1959
was responsible for my being in Washington and
responsible In large measure for my being over in the
Pentagon. I had worked very closely with him all the
time 1 was in the Pentagon. He had asked me to talk
with him before I decided what 1 was going to do. In
April 1966 I went to see General Besson and he asked me

what I intended to do. I told him I was golng teo
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retire and he said, "What do you plan to do?" 1 said,
"Well, framkly, I have been too busy with Vietnam and
other things to worry much about that.'" Well, 1 said,

"] am going to have to come to grips with It come June

because I was going to hang It up on 30 June 1966." He
said, "How would yéu like to come to work for me?' I
sald, "wWell, that sounds interesting." He looked at me
with a big grin and said, "Tomorrow?" [ said, "I'm

sorry, sir, but I do have to complete 20 years and 1
won't complete 20 years until 30 June.'" And he sald,
"Well, all I am saying, Joe, its tomorrow, next month,
30 June, whatever." I said, '"Well, sir, I certainly
would l1ike to give it a try." So he sent a memcrandum
te Mr. Resor, Secretary of the Army, asking for a
waiver on my having to wait six months before 1 could
be reemployed as a c¢ivil servant because 1 had
knowledge of aviation which was critical to support in
Vietnam. Secretary Resor agreed s50 I retired on 30
June and left the office at 5 o'clock on that day and
reported to General Besson the next mornfng at 8
o'clock as a civil servant. I became his special
assistant untll January 1967 when General Abrams formed
this Specltal Aviation Offlice .In the Pentagon which
became known as the Offlce of the Special Assistént far

Logistical Support of Army Alrcraft or QOSALSAA,.
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INTERVIEWER: So what did your duties entail as a

consultant for General Besson?

MR CRIBBINS: Well, 1. was doing the same thing for

General Besson that I had been doing as a soldier. I
was supervising overall aviation programs especially
those In Vietnam, In fact, during the period between
the time I retired in June and when I actually came
back to the Pentagon as a full time civil servant, I
was working as a Special Assistant with carte blanche
from General Besscn to do whatever needed dolng. I
came back to the Pentagon at least twice to brief the
Chief of Staff, General Harold K. Johnson, worked with
the Army staff and developed a line of balance type of
management device for use in aviation. I followed up
cn the Alr Vietnam project that I had been doing whilte
In the military. Basically, I found that 1 was dolng
very much as a civilian working for General Besson as 1
had been doing while working in the Pentagon for the

Special Assistant for Army Aviation.

INTERVIEWER: You are now the Special Assistant to the

DCSLOG and the Chlief of the Aviation Logistics Offlce.
You sald earller that this office was formed in 1967

and has gone through severail changes. I would like for
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you to discuss your organization, Iits structure, Its
roles and missions as they have évolved over the past

few vyears.

MR CRIBBINS: Whernn I first came on board 1 belleve it

was 5 dJanuary 1967, 1 was on a special study ¢group.
This was another thing that I had been doing for
Gengra] Besson. It was a special study group that was
looking at intensive management of aviation systems in
conjunction with the other services. Again, 1 was
representing both General Besson as Commander of AMC
and Headquarters Department of the Army. I was In
Philadelphia with this Army, Navy, Marine Corps and
Office of the Secretary of Defense group working on
this study. Well, the group was taking a critical look
at how all the services manage their aviation program
to take advantage of each of the other. I was recalled
to the Pentagon when General Abrams decided to set up
this specltal office Tn ODCSLOG to intensively manage
aviation, Incldently he did not calil it stovepipe. He
called it intensive management and the speclal
assistant's offlce was establlished for that purpose.
So | was brought back and glven ;he Job of putting
together a charter In conjunction with the Office of

the Chief of Staff Army and representatives from the
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other ARSTAF agencies. The charter was chopped off by
General Abrams and I became the Deputy as a civillan at
the equivalent level of GS-15 because I did not get my
civillan status confirmed until May 1967. We set this
office up and our Job was to see that the aviation
programs worldwide, especlially in Vietnam, were
properly and intensively managed to Kkeep readiness
levels high and support the war effort in Vietnam. In
putting together the initial charter, it was based on
what I had been dolng as Speclal Assistant for Tactical
Alr Mobility when I was in uniform at ODCSLOG, with
some expanded roles and missions. We added a weapons
systems manager for each major weapons system; for the
Huey, the OH-6, OH-58, and the CH-47. Each aircraft
system had fts own manager as well as managers for
avionics and for armament systems. We established two
branches. I had a deputy who was a colconel and a
lteutenant colonel was In charge of each branch with
the appropriate administrative support. I remained the
deputy at that time whlle they were looking for a
general officer to run the office. Generai Jack
Klingenhagen, who was then a Brigadier General working
for General Besson over in AMC In'research, development
and acquisition became the first officer In charge of

OSALSAA and remained in charge until December 1967.
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General Engler called me in and said that in looking at
the way the office was running, the experience and the
need for general officers elsewhere that he was glving
up a general officer's space to make the Chief of
OSALSAA a civiilan super grade,

[End Tape C-~219, Side 1]

[(Begin Tape €-219, Side 2]

MR CRIBBINS: He asked me if I thought I could do the

job and how I felt about It. I sald I thought it was a
real challenge and the answer was ves. I believed that
I could do 1t and I would be very pleased to take over.
So General Engler made me Chief of OSALSAA, assigned
General Kllngenhagen to the Supply and Maintenance
Directorate where they badly needed a general offlicer.
Well, the office continued through 1968. At that time,
I told General Engler that the Speclal Assistant title
didn't lend encugh clout to what we were really charged
with doing and that was management of Army aviation.
So we changed the name, the missions and functions of
the office to make that the Office, I'm trying to think
of the name or remember the name after all these vears,

"Aviation Logistics Management Offlice." It became
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Aviation Logisticé.Management Office and remained that
way and I remained at the GS-15 level although the
position was authorized a supergrade. When General
Engler was about to retire, he made a real issue of
getting me a supergrade rating which he managed to do
in August 1969. General Engler was replaced by General
Helser. I had worked for General Heiser when he was
the ADCSLOG for Supply and Maintenance in DA, ODCSLOG.
In the interim, he had been In Vietnam as a two star
commanding the First Log Command and came back to
become the DCSLOG of the Army. I told General Helser
that [ would understand if he did not want to continue
the aviation intensive management program the way it
had been done. To my everlasting surprise, General
Heiser said, '"You aviation folk are way ahead of the
rest of them. You just stay out there and I will
support you." He then proceeded to make the office a
directorate at which time he also gave us the
responsibility for the acqulisition of aviation. So for
General Heiser's tenure from about September or October
1969 until! December 1971, when he was replaced by
General Kornet, this office was the Dlrectorate for
Aviation Logistics., | had the title of Director and 1
had support as well as acquisition of Army aviétlon

which had previously been the responsibility of the
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Director of Materiel Acquisition. That lasted until
the war was over and General Kornet came on board in
early 1972. There was quite a cutback in spaces and
General Kornet said that he was golng to move
acquisition back 1into the Materiel Acquisition
Directorate and Felt that we were goling to have to be
reorganized. With Vietnam emphasls declining, the
reason for having 25 pecople, I think that was how many
we had at the time, had disappeared. General Kornet
asked what did I believe we should do? I said, "I
thought that we ought to continue Intensively managing
aviation." General Kornet agreed with that. He had
just commanded AVSCOM so he had been well versed with
the problems assocliated with avlation which were
different from the other weapon systems in the Army.
When he came on board, he gave me an open-ended wish
1ist of what we should do with the offlce. I finally
went back to him and said, "I thought that we could do
two things. I thought that the number one thing If I
were to be effective, was to report directly to him and
not to one of his dlrectors or to the ADCSLOG because
the latter changed quite frequently. I thought the
continuity of reporting to the DCSLOG was very
important., The number tﬁo thing was that if I could

retain a hard core of people that, at least on an
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interim basis, we could phase down what we were doing
so that we would move acgquisition back into the
Acquisition Directorate and then phase the office
down." He agreed with that. [ guess we phased down to
about 10 or 11 people who were 1ooking critically at
the support of Army aviation and managing the AIMI
program, in those days known as Aircraft Component
Intensive Management System. That 1lasted through
General Kornet's tenure, 1 guess about two and a half
years, when he was replaced by General Fuson. By that
time, General Kornet and [ had agreed that we could
bring the office down because we were losing many, many
missions and functions especlially spaces in ODCSLOG
over that period of time. In fact, at its peak, DCSLOG
ran from 1100 to 1200. Today they are down to 300 so
it gives you an order of magnitude of the reduction in
ODCSLOG Itself, We finally arrived at the conclusion
that I would be $Special Assistant to the DCSLOG and
Chlef of the Aviation Logistics Office, which
authorized a total of three peopie besides myself.
Subsequently, we got a fourth and a fifth person and
now we have grown back up to six pecple including the
secretary. During General Kornet's tenure, which went
from '72 into late '74, there really hasn't been any

major change in the missions or functions of this

187



office. However, there have been changes in my job as
Special Assistant depending upon the DCSLOG's personal
desires, but the aviation logistics responsibilities

have remalned pretty much as is.

INTERVIEWER : Sir, two things. First, could you go

into a bit of detail about the critical! things that the
Aviation Logistics Office was involved in, and
secondly, what were scme of the things you accomplished
as the Special Assistant to several DCSLOGs?

MR _CRIBBINS: Yes. During the time of Vietnam It was a

case of not only being Specital! Assistant to DCSLOG, but
alsc being Special Assistant for Aviation Logistics to
the Chief of Staff of the Army and the Vice Chief of
Staff. As Special Assistant and in charge of the
Aviaticn Logistic Offlice, we did several things. We
took a critical look at the supply concepts. AIMI was
initiated in 1965. We brought the engine reporting
system back on line in February of 1967, managihg T-53%
and T-~55 engines by serial number. That eventually
grew to engines, rotor heads and transmissions which
exist today in the current program khown as AIMI-X, We
rgally refined AIMI. We were driving these programs

from the Pentagon and working very closely wlth some

188



superb assoclates out at the Aviation Systems Command.
We revised our malintenance concepts as [ mentioned
earlier. Adding KD Teams to operating units In Vletnam
made those units pretty self sufficient In order to do
the inspectlions and do all the maintenance necessary to
keep aircraft flying In a tough environment. I would
11ke to emphasize that in Vietnam where we had been
flying a maximum of 20-25 hours a month, we were able
to increase flying hours up to 140-150 hours a month
per aircraft. The Important thing we did here was to
move some 7{0 percent of what was known as dlrect
support, from dlrect support backup, right into the
operating unit, and gave the operator the capabllity to
maintaln his own alrcraft in accordance with hls needs,.
I think one of the most important things, and I guess
General Abrams said this better than anyone else, is
that you were able to turn to the commander of an
operating unit and say to him, "Alright, you have a
mission. You've got a flying hour program, operational
tempo or a readiness gcal to meet, and 1 have given vou
the wherewithal to do alil of that. It Is up to you to
execute." The commander cannot turn and say to someche
else, "Friend, I have Jjust flown my mission, now you
take care of my aircraft." In this case you were

saying to the operator you have both an operational and
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malntenance capabffity and this worked great., We added
about 175 people when we reorganized the 1st Cavalry
Division for support of 400 aircraft. We attained an
Increase in readiness across the board of about 20
percent per alircraft in the division as a result of
this realignment. But more importantly, we increased
the readiness from somewhere around 55-60 percent to
75-80 percent and we raised the flylng hours by 25
hours per alrcraft a month across the board under the
division. I don't need a cost effectiveness analyst to
tell me that this paid dividends. This became the way
of 1ife Inh Vietnham. I really have to say that I would
have to attribute the fact that we got there from here
to the drive and the directlion of both General Johnson
and General Abrams. General Johnson was Chief of Staff
untfl the summer of 1968, General Abrams was the Vice
Chief untll the spring of 1967 and then Deputy COMUS
MACV until the summer of '68 and ulitimately the COMUS
MACY. We taiked about this next program of looking at
different maintenance concepts when T was still in
uniform and was carrying the actlion here. I trust that
this doesn't sound selif-serving, but Interestingly, the
three-level maintenance concept came out of this
office. I have to attribute that tc the Finestlgroup

of young officers I have ever seen In the Army. 1 told
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them what needed doing and then turned them l1ocose. I
guess if there is any management technlque I1've learned
over the vyears, it is If you're in the position, of
course, get the best officers you can find. When you
get them, bring them on board with the full
understanding that they are on their own. You give
them full authority to act and speak for you as iong as
they keep you advised with ro surprises. I find over
the vyears that {f vyou stick with that sort of a
management philosophy, It Is amazlng what you can get
out of these fine young people. There is the real

secret for whatever we accomplished.

INTERVIEWER: I am curious as to why we went to three

levels of malntenance or what is now called aviation
unit, aviation Iintermediate and depot maintenance.
There has been recent discussions of the possibility of
going to two levels of maintenance. I guess by the
turn of the century we maybe lookling at a throw away

maintenance concept.

MR CRIBBINS: Yes. 1 explained to some degree that

about 70 percent of the direct support (DS) maintenance
we moved fnto the operational untt Into what we called

unit malntenance. Incidently, It was interesting as to
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how we wound up with the term AVUM (avliation unit
malntenance). Initially we called it integrated direct
support maintenance, which Is what it was,. When
General Heiser came back from Vietnam and became the
DCSLOG of the Army, 1 brought up the subject of
integrated direct support maintenance. General Heiser
really came on tilke gang busters. He sald, "Joe, this
really gives me a problem, not a problem with what you
are deoing, but the way we say what we are doing. 1
have been telling a lot of the pecple out In the field
that we have been moving too much maintenance forward
and that we should move it back. Here you're talking
about Integrating direct support malntenance and 1
agree with It for aviation. I don't agree with it for
some of the other commodities." So as a result,
instead of integrated direct support malntenance, we
called It aviation unit malintenance. But having moved
70 percent of the direct support forward, we also took
a locok at what was happening to the general support
maintenance. In Vietnam we found that a large percent
of general support malntenance was coming back to the
depot because we were asking the units in the field to
dc more In combat than they were able to do. We never
had the correct skill 1levels, tools, equipment,

facilities, time etc., you name It, to do all the
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things that the maintenance allocation charts required
of them. Consequentiy, what we were doing was leaving
a lot of unserviceable itemé out in the field when we
should have been bringing them back to the depot.
Having looked at that, I recognized that about 70
percent of DS had moved forward and maybe 60 percent of
&S had moved back. Then came the big gquestion of why do
we need DS and GS unlits in the fleld? Plagiarizing to
some degree the Alr Force and the Navy systems, we then
came up with an Intermediate maintenance concept which
we Implemented. We ran a study out of this office. We
contracted out and had support out of the TRADOC
community and the Aviation Loglistics School down at
Fort Eustis and came up with the three level of
maintenance concept which was approved. 1 alsc have to
give credit to General Bonesteel In Korea. In one of
my trips through Korea and looking at DS and GS units
there, I found that the same thing was true |In
peacetime or wartime. [ said to General Bonesteel, who
was then the CINCUSFK, that 1 found the DS units were
getting items that they believed belonged In GS or in
the operaticnal unit. DS units would transfer the parts
down to the operaticnal unit or back to the GS unit.
When [ got to the GS unlt, I found that It was getting

items that should have been maintained at DS or at
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depot level and was transferring items back and forth.
I guess [ facetiously sald that maybe we ought to put
bTanket TDY orders on some of these components the way
they were moving In and out of units. General
Bonesteel's comment when 1 sald that I thought what
should be done was to integrate the DS and the GS into
a single intermediate level was, "Joe, I think that
what you are sayling makes so much sense it Is going to
be extremely difficult to do, but we will go ahead and
give It a try." He gave It a try and the honest to
goodness implementatlion of the three levels of
malntenance was accomplished in Keorea with the
establishment of the 45th Aviation Maintenance Company.
It integrated the DS and GS companies that had existed
before to make an Intermediate maintenance company.
While I am on the subject, if I had to do It over
again, 1 would have called it aviatlion user
maintenance. It Is user maintenance in the sense of
what we are trylng to do. We'll talk a 1ittle bit more
this when we talk about two levels of maintenance. We
were trylng to dedicate maintenance to the user and
make sure that the user was supporting the alrcraft as
a weapon system not supporting the supply system. To
the degree possible, users dld the maximum amount of o©n

equipment maintenance, but maintenance that had to be
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done off the equipment was accomplished at the

intermediate or at the depot level.

INTERVIEWER: We are now looking at a concept called

two levels of maintenance which !s aviation user and
depot maintenance thus elimlhating the Intermediate

level.

MR CRIBBINS: The two level malintenance concept has

received a lot of publicity with the advent of the LHX
and thrust In the LHX concept that.will make it a two
levels of malntenance for alrcraft. That is, design
the aircraft for two levels of malntenance from the
initial design, development, testing, procurement,
production and eventual flelding. However, I say that
it has a lot of publicity, but two levels of
maintenance for some alrcraft systems has been around
toc a degree for quite some time. For an example,
operational units for the CH-54 Crane were so desligned
that we never did any intermediate maintenance work on
a crane since we have had them. However, we only had
90 cranes initially and we have 72 of them now. We
gave the operational units the capability of doing all
the malntenance on the crane that was required in the

field. What couldn't be done in the field was done
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under contract at depot level, To some degree, the
same thing is true for the CH-47. The CH-47 is a very
complex hellicopter and requires some AVIM JIntermediate
Level) maintenance, but practicaily all that is
associated with the air frame consisting of the sheet
metal work rather than the components and the engines.
Otherwise, what Isn't done at the AVUM level the way we
were organized under the old "H" § "U" series TOEE, was
sent back to the depot. So we still have a two and
one-half level of maintenance for these alrcraft. Now
in our concept for the LHX, we are ltooklng at a
capability at the user level. I will emphasize it is
aviation "user" 1level rather than "unit'" Jlevel!, of
doing all of the diagnostic, prognostic and on
equipment maintenance work that an alrcraft needs,
What Is taken off the alrcraft then will be sent to
another level to be repalred. That other level of
maintenance would be depot. Now this doesn't mean
that the depot level has to necessarily be in CONUS nor
does It mean that it needs to be green suit. It could
be contiguous to where the aircraft [s located, off
shore or In CONUS If need be. Although in CONUS with
all our transportation capabilitles, I would suggest
that the depot could be located wherever most resource

effective. It could be a total contractor operation or
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a combination of contractor and AMC-run operation.
What we are looking for when major components have to
be maintained, and I want to emphasize the word
maintain Is an intermediate level of supply. Under our
concept, maintenance would be done at depot level and
that would take care of the two levels of maintenance.
However, we must recognize that in order to do this it
requires an extremely responsive plpeline for supply
and support that will allow us to be parts changers
based upon good diagneostics and prognostics on the
alrcraft at the user level. Therefore, I flrmly
belleve that we need an intermediate level of supply.
That Intermediate level! of supply will not help to
maintain or repair the components that pass through it
whether they happen to be mission equipment packages,
engines, transmission or any other repalirable
components of the alrcraft. The intermediate level
will stock, store, Issue and provide an upper level of
diagnostics for those items that are removed from the
units and make sure unnecessary returns do not get back
to the depot. It would alsoc be a responsible source of
replacement parts needed under a throw away concept
that we expect to use at the user level for the LHX.
That, in my view, 1s truly what we are talking about in

two levels of maintenance. Now one of the facts to
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recognize in dolng this will be that when the LHX comes
on line, we wlll still have aircraft that are being
maintained under the three levels of malntenance
system. I think we need to relook at some of the
things that we are trylng to do in the field. For
example, as recently as three years ago, I was in
Eurcope dnd found that we had about 50 people In an
intermediate  maintenance unit that were trying to
accomplish electronic avionics repalr and maintenance.
At the same time they were doing this, we had a
contractor doing phase malntenance on Chinooks in
another Iintermedlate maintenance facllity because we
did not have the green suiters to do phases on the
Chinook. Now the phase 1s "“on equipment maintenance"
that should be done by the user in operational units.
The electronic avionics is the sort of thing that could
be done best by hlighly skiiled contractors or green
sulters at a fixed facility. Intermediate maintenance
units should have been doing the Chinook phases and the
contractor should have had highly skilled peoplé doing
electronlc avionics malntenance. These are the kinds
of things that we have to clean up. I know our
maintenance concepts must support the Army of
excellence Inlitlative and progress toward a two lTevel

concept of malntenance.
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INTERVIEWER: Would you discuss the role that contract

maintenance played in support of Army aviation in
Vietnam? Secondly, where does contract maintenance
fit into today's logistic support scheme for Army

aviatlion?

MR CRIBBINS: Okay. We could not have exlsted in

Vietnam without contract maintenance. At the height of
Vietnam we had about 4,000 helicopters and about 400
flxed wing alrcraft there. We had about 2,000 contract
people In Vietnham who did all kinds of things for us.
Initially we had one contractor, but later we had
three. These contract folk were well! versed. They did
all kinds of jobs. I don't think that there was anyone
who came out of Vietnam with any experience In aviation
who was not a firm bellever that contractor support was
the way to go. They stavyed on 1line with the
operaticnal units with very few exceptions. We found
that they proved to be well skilled, reliable and above
all else, able to dedicate fully their time to
maintenance support. One of the major problems we run
intc with green suiters maintenance was the utilization
rates that run socmething like 25 percent to 30 percent
max. For a 40 hour week, that means that you are

getting somewhere between 10 and 12 hours of work from
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scldlers in their primary skills. With a contractor,
you can obviously work them full tlme. S0 where are we
In contract maintenance? [ guess [ would quote General
Otis and I don't think he minds being quoted on this.
I am trying to remember as best I can of what he said
to me about three years ago when I was in Europe. He
said, "Joe, we have always had, you know from your
experience and I know from mine, contract maintenance
in any war. I am really convinced that In the next war
we will have more contract maintenance than any of the
past wars.," When 1 ook at the complexity of
equipment, the necessity of having people who know how
to malintain this equipment and having them fully
dedicated to support this high tech equipment that we
are flelding, 1 am convinced that contract malntenance
is the way of the future. We are now using contract
maintenance to a considerable degree with the Black
Hawk and the Apache having full time depot level
contract malntenance for the first three to four years
of the system belng fieided. Right now, at ocur single
site training for the Apache In Fort Hood the
intermediate level of malntenance is belng performed by
a contractor. In Europe, we have Jjust let a contract
for alrplanes and engines. We have been using cdntract

teams for alrcraft condltion evaluations. Incidently
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